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Overvrew - o -

< .
Every weekday, in every community across the nation, men and
"# women ieave the supper table and take off for a room or hall
prepared for them by their school district offlcxa1s,‘ They arrive in
“groups of five, seven, nine—the number varies. As they take their
places around a conference table, they are transformed legally into "~
_potentially- the most important public group inthe community. Itisa_
_daily miracle, setting in motion the process that controls (toacertain |
degree) America’s vast publrc school system. : .
"These g,roups are the nation’s boards of education, gettlng down ,/
for an evening’s work_that may go past midnight. As they work "
through their agendais, what they accomplish may at times seem
_harmless. at times mischievous, and on rare-occasions even harmiful
to the children of the community. But in most instances, and in most
‘places, the woik of the boards of education promotes and enhances
‘the schooling of America’s ‘children and youth.”. e
There are between "15,000_and-16, 000" school dls{rlcts in the J
~—countryMakKing up ‘the boards of education. that serve them are /.
nearly 100,000 men and women. There was a time when the average
‘board member, was described as middle-aged, male, Caucasian,,
- Republican, of slightly above, average income. In cities andtownsthe,
board member waslrkelyto beabanker Iawyer real estate operator/ ,
or retired accountant;‘in rural communities, a prosperous farmeror,  ~ .-
. storekeeper. If there is homogeneity among board-memberstoday, -
it may reside in the fact that.they are'now more definitely “middle
. Americans,” representing neither an elite nor the underclasses. Yet,
‘women, Democrats, blacks, the poor, and allma]orethnrcgroups are -
represented to some degree on Amerxca ’s- school boards The' male -
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\'\i\ﬂ_ Caucasian conservative or--middle-of-the-ro.adcr_stH! dominates”

. \'-r‘nm'i)' school boards, but'he is being challenged almost'everywhere
by’ America’s niulticultural populations and rapidly changing mores.
“And'we kiiow that board imembers are slightly younger than wasthe
case’ a generation ago. - . §

dtis’to these people that America today entrusts the business of .
running its -public ¢lementary and secondary schools, with thejr
-45.000,000 students and 2,500,000 teachers and staff members.

The cconomic power of the boards is reflected in “their_
disbursement of some 68 billion dollars a.year of locql, state, and
federal funds. Their educational and cultural influence is less

- definite and is under debate. America’s school boards have beén |
denounced, ridiculed, maligned, and hypassed' as useless. Some
teachers, regard their board as an enemy. Some administrators see’
boards as meddlers -in a.profession too complex even for. the
expert, Some academicians say that the board of education, which
may have beent useful in“a simpler American society, has.now
outlived its usefulness. Finally. it is charged that the board is all too
often -politics-minded, swaying and bending to'partisan demaiyds.
carrying ‘out the wishes of factions, sometimes. at the expense of
children and their education. h

The alteinative view is shaiply different.-Here, it is said, is a body i
of volunieers giving their time, practical “experiencé, and- lay ¢
wisdom 10 education, a mattér too important to be left to-the
educators. Through the ‘hoard of education, it is said, the parent
and the taxpayer have someé control over school policy. The board

. Aalso balances'the zeal of the specialist or advocite of special-causes
with the needs of the student and the family, and provides a link with .

. thé community oftén denied tc'j_;_E“e educator, .

Certainly. the board of educatjon is uniquely American. No
Serb, no Arab, no Latin American, and-no meinber of “the great-
Oriental-socicties—and that.takes in nearly .}jl‘;]‘ie globg——has' the
privilege. of serving .on. a body.. with i\lhc) functions and

- responsibiiities of an American school hoard.™~". e

"Consider ifs attributes; a body of laypersons, ever-changing in
_its make-up, its individuals seldom becoming entrenched;" a _
" creature of the state, yet responsible to the Idical voters; weak in

!

many respects, yet endowed. with power to legislate, to administer -

its acts, and function-as a semijudicial agency. .

¥l

L B .

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

" . -
(S

.. Itis apolicy formulator and planner In-many communmes the
board is a flscally independent agency for levying taxes and issuing

: .bonds Itdrafts budgets: enters into contracts, hires.and fires its chief

executive officer, the superintendent, and can approve or

disapprove the employment of ali staff. It builds new building&and
remodels old ones. It owns real estate and capital investments

* which, even in the smaller community, may be worth mftiions. It is
frequently a town's. largest employer and paymaster for artists and
musicians, psychologrsts and nurses, ¢ooks, -janitors, and 'bus

.

drivers,. It ‘operates transportation systems’ and food services,
manages warehouses for- textbooks and - supplies, controls
computer and data processing services, and carries on major
purchasing, insurance.'printing, and mailing activities.

. The -board is also expected to be educational. phxlosopher
curriculum developer, textbook selector, communicator and

interpreter of education, evaluator of school progress—in short;

mentor for each generation of children and youth.

Under such a load of responsxblhtles *America’s schod! boards -

perform sometimes effectively, sometimes mdrfferently Some are _

giants, others are pygmies in achlevement Some take their real tasks

to be guardians of the public purse and so hold back’ expenditures -

-for schools; others see their first goal as developln{, intelligent and

o

.capable .citizens and muster all the resources they can—money,

talent, Sldff material—for this purpose. .
“Not underslandrng, their own recponsnbxhty some boards act as

" a rubber stamp for the educator or the vested interest in town, or-as

shock ‘absorber.of public complaints against the schools without

doing_too much about them. They may alsoact as fire- fighters .
* rushing from one 5chool/commun|ty crisis to anothe “without

cnncern about causes and cures.

.Clyde McKee, professor at Trlnlty Colleg,e. Hartford,..-

Connecncm classmes board members as follows:

ersl there are the ranfrers They scelhenrfuncllon asle;,mmaunn], """"""" -

the recommendations of the educauonal admtmslrmors whom they
sée as policy initiators. . -
"~ Next are the negotiators, who see thenr rple as. mednaung confllct
between individuals and groups who are.battling for drfferent porms
of view within'the-educational arena~-

" Third-are the educational advocates. They have slrong ties to par-

ncular groups or interests or lhey select pe( pro;ects upon which to ~ -

fet

- . -

-
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concentrate—the school band, vocanonal educallon rendmg, or
. football:
" . Thenthereare the ;udbes They ha\e particular interests in ;udynL
this teac her or that teacher—or all teachers.
We come i1 4/ {0 the administrators, so-called. Their eyes lu,hl up
whonover ‘the superintendent. submits-a contract that has gone out to
“hid or when he recommends buying new cquipment. ]
-Related to the ‘administrators are the budget analysts, wno are
re.)ll) irustrated financial wizards. Théy ike at least five sharpened
pencils to accompany-the first draft of the schinol budget.
" Nearly every board has its gossipers, who want the names of
pregnant teachers and students and to know wha is divorcing whom. -
Finally, there are the status-seekers who preen before the press at’
board meetings, making “‘newsworthy™ sl.ncmems or who call- the
- state commissioner ofed tcation by hlshrsl namea nd report thns atthe
next I)o.‘lrd meeting,. - -

The true funchons of-the membor and his* board arg of loftier
—-ehﬂraucr. as we sce in detail in-the succcedm&, pages. And board
-membérs are making genuine efforts to understand these functions
better and 1o perform more cifectively. Regional and Stdte
associations of schoolboards offer a constant round of workshops,
institutes,. dnd conferences on  boardmanship.~ The annual
convention of the National School Boards Association, called a four-
_day university of boardmanship, attracts from.20,000 to 25,000 boatd
- members (and their spouses) and offers lectures, seminars, round-
" table disc ussions clinics, and niiniworkshops on hundreds of board-
s ore lated topics. The"NSBA and most state school board associations
: publlsh ‘monthly ;()urnals as well as newsletters, manuals,
guidebooks, and even learned documerits on boardmanship.’
Bo.xrd members, the evidence shows, make real efforts’ to be
beuer prepared 10 o,)c rate Amoruca s schools :

- *For clarity and ecconomy, we use thv masculine’ form of pronouns
" throughout this publication when no specific gender is implied. While we
recognize the trerid away from this practice. we see no graceful allernanve' 2
We_hope the readér will nnpule no sexist mouv(_s, certainly. none are
. 'mlcndei —-I’h:‘ [dllors L 9 .o
. _ . .
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. Power and Authorlty

The parent of a first- -grader may think all educatlonal power- is
vested in Room 10 and Teacher Jones, and many a citizen recikaus -
that educational authority resides in the local board of educatios: or ,
even a single member. It is dlfflcult for many individuals—aven

.board members—to g giasp the concept thatthe powerto control and’
“-direct education-lies notin thedistrict or with local taxpayers. Tothe
- extent that there is a smble locus of educatlonal uuthomy for a

community (and it is a locus of shrinking dimensions), it is not.in
Middletown, Tecumseh or Petaluma, but in Hartford, Lansing, and

Sacramento, The staté is educatlon ‘education is the’ state—for legal -+

purposes, .at .least./It's been so since the birth of our coumry,
The Constitution of the United States says nothing about -
education, so the Tenth Amendment, supposedly, takes care of it.

: Under that amendment education'is ceserved to the'states and the

people because it was not one of. the functions the Founding Fathers_

_saw fit to assign to the national government.  * ~ :

Not that the federal government was cool to public educatlon

,Thomas Jelferson, -Benjamin Rush, and.George Washington heated
“up ‘the .issue so it would get the attention of- the . Continental
" Congress. The Northwest Ordinince, turning over millions of acres™
“of national land for- schools, was the flrst of' several early'

commitments-to public education.. )
Many state constitutions echoed the ordmancelanguage as they
set the foundations for their public schools, declaring that since

'knowledge and morallty are necessary to the happiness of.mankind,

“schools and the means of education shall: forever be encouraged.” :
Today, -all state consmunons instruct their ‘state legislatures to

_._mamtam and- support systems of free and compulsory publlc

I
,
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executing this mandate. . -

- Lach swate’s school code. augmented by attorney ;,,eneral

decisions and opinions, s lh("vrsrl)le repository . of educatr()nal
power and authority. . :
The state delegates substantial portions of its .1uthor|ty 10 the

local se hool board, a legalism 1o for every state ang community.

‘This should giverhe bo.rrd ekivasiveand all butsupreme power over

Cits local cducational pregrame. it doesn'twork that way.

Supcrl)o.rrds contret American education. Some are tangible,
identifiable, with vas' power fo grip school board operatigns.
Amongthemare the Congress andits laws: lh(‘fedemlex('( utiveand
ity guidelines. rules, regulations, and: I)lllrom of dollars to- (omrol
programs! and ‘the judiciary, with its dedisions. from the 1.S.

Supreme Court down through the federal.court structure. Other

clementary and: se( ond.rrv schools dll(l o enact the Idws needed for .

superboards are loss corporal, but stillinflaential and petvasive, such -

-as the "frndmg,s of research,” the mfluenre of curriculum nnd test

makers. parent power, and teacher power, .

Atfisstfederal-laws directing schowl policy l)e 1an to roll oul of
’\\ ashington stowly and ponderously. The Smith- Hug,hes vocationdl | -
-acts (1977) supported “but also controlled training in agriculture,

home economics, and trades aiid - mduslr'f The National Deéfense
Education Act {1958) laid down high prr()rrlles for teaching science.
‘and math. ‘The Hemonl‘!ry and Secondary Education Act (1965)

conc ern. - )
"At the same time, the ESEA also prled loose many-a school bill that
had been buried in Com,re%s for years, The rush of measures toward

“placed the poor child on 1op ()f cvery school board's .q,endn of .

enactment gathered momentim. As a result of bills passed in -

- Washington in the years befare and after the' Elementary and
‘Secondaty Education Act, the local school board now operates

pror.,r.rms on behalf of the handicapped, the bilingual child,

women s and civil rr;,hts It provides school lunches, pays for safet)'
_programs, and guards the privacy of student records. There are at -
least half a hundred other programs and activities of loca! districts -

that have their drigin in federal enactments.
Butitisthe judiciary which has become thegreat polrcy maker for

‘publr( education; forcing the local board 1o wait, and see, and
_exec ute wh.u the (ouns order 1h('h|storrc1954U S. Supreme Court -~

-



decision on desegregation has™ required abandor‘tment of racial .

segregation in.the schools, much of which resulted from localboard -

“decisions—or indecision. “The High Court has also spok(‘n out on..

whether school children may pray in public schools, whether they. ,
- must salute the flag, urder what conditions a principal may suspend'

or. expel a student, and when a school l)oa d may ask a pregnant'

teacher to leave her job.

“Lower federal and sidte coutts have decreed. pollcy on. student
dress, punishment of students. busing, use of _controversial
textbooks club activities, ahd the conditions under which boards _

-7 may or may not fire the superintendent. Month after month,

{ countless court decisions lay down. amend, or erase school board’

' policy on curriculum, students, teachers, finance, physncalplant,nnd
administration, .

v

In 1967 federal Judg,e ). Skelly Wrtght in the quson v. Hansen
- case. showed the extent to which school policv can bécome the
province of the courts. Wrtght s opinion” invaligated Wnshmgton,.'
- D.C.. school policies on pupil attendarce zones ability grouping -
- (the track system), and standardized testing. "‘The *rack system =~ ust .
.be abolished,” said the judge, upsettmg,locnlschoolphtlosophyand
board policy: As if to justify the co'trt % action in taking-over the
powers of the heard. Wright wrote: " the judiciary must bear.a hand
and accept-its, ICSponSlblllty to assist in the solution [of problems]f

i

" where con.titutional rtghts h'mg, in the balance.:. " g

Gn top of federal leglslattve, executive, and ;udtcml acttons the
state -adds its own laws and regulations for the local school board.
- Very little escapes the attention of the state: how mahy whacks to
" give a child when corporal punishment is requited, who shall ride
- - and who shallwalk to school, and. in many instances, which books as, -y
' teacher must-use to'teach readtng, or social studies.

. Teicher power, parent- poweér, and student power limit, g,utde.

and in some cases override.the authortty of the school-board.

'\egottated collective agreéments produce personnel policies and

not ‘infrequently. policies. on dlass size, extracurricular activities, . - -°

grading, and homework. Many a- board gives up its position on .- e

" course 9‘“~rings and textbooks when parents pressure for-change, =~
-." and students have forced changes in reg,ulattons on smokmg, hair - s

Iength. nnd dress T 3

:.' .
>
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but even strong boards must share their powers with superin-_.
.tendents..In manyinstances, the state gives the superinténdent wide:

. [ R e C o e
KV . L :
.

- Less visible, but real, are the forces that determine-what shall be
taught and what shall be omitted from the.curritulum, and how the
board shall allocate the resources available for education. Regional.

.acerediting” associations, authors'and publishers of textbdoks, the -

“powerful standardized testing agencies, and, at another level, even -

the organized athletic.coachss of a région all do their work in setting

’ -policy and program for a school district—often without the school B

- board even being aware of the results. -

We now come tq ihe question, Who has the actual authority to

“run the scheols, the board or the superintendent? Out of the

interminable debates "these hard facts emerge: , Weak -boards ™ -
frequently relinquish their authority to strong superintendents or.

being weak, are largely stripped of their powers and responsibilities;

. statuiury authority to act on behalf of the district’s program of educa-

“tion as the executive secretary of the boaid, and the enefgetic and
ambitious superintendent grasps such opportunities to become
-policy maker, policy executor, and policy evaluator, The weak board

- #is leftdangling. Only a strong board can take advantage of its poten-

o

... away-by actions of the federal governmeni. The growing powers of .

Ml

3 ! N .
T . everywnere. -

E . . .l“ L Voo . ‘ ‘ " S w LA .o
“School board decision$ are no longer accepted as thelastword ~ ..«
" says Williamy' R.sHazard of Northwestern **

" that board decisionsiare more and more viewed as the first wordin® __

“tial for contributions to the cause. of better commuinity education.

.. .-In short, the. State delegates .broad powers to the board:of,. "
... education to operate the public schools, then erodes these powers

L

¥

"'on educational polities;

" with laws and: regulations. But then the state’s power itself.is worn . '

0

teacher/organizations, of pressure and.lobbying ‘groups, as well as
the ‘tlo'c_t‘;in‘es;,c__)f'_pr.ofessidn'al,.a‘nd‘ learned organizations, reduice the

.range of the.board's choices” as chief school authority. Like’

quicYsilver,“the" locls of éducational: power is here,, there, and

i

" v

University;:dozmer supérintendent offka‘hé’b‘f{'Ciiy-SChqus. He\,'a'dd.s

he

. . N U R
confrontations, and the'.!dversarlgs may include the superiniendent,

teachers, parents, taxpayers, -ant- the state or federal governiment.” .

" Whenschool board membeys get together at national and state,
conventions, they.hear & gqod dea! about the “forces which'whittle

away ‘at local control of schaols by. Iid.QZpéi)pI‘e."' They ‘then pass

a . B e ot

¥
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voices heard in.Washington and in state capitals—and frequently

“have an .impact. on legislation. . The National . Schoo! Boards

Association recently-moved its offices from Evanston, Hllinois, to

“ Washington, D.C., to be closer to “'that master-school board,” the
Congress, and to influence its .educational measures affecting - .

elementary and secondary public education. State school board

associations and many boards in large cities are also learning theart-

of influencing lawmakers.

Possibly stronger lobbying and more militant affirmation of local -
¢ontro! would help raise the status and influence of boards of
education. Meanwhile, despite-severe limitations, boards are still left

with ‘reservdirs'of.'powcr'—legal; educational, moral. How -they

attempt to use this power isindicated in the'next chapters.

~reso|uti'or:1;:s asserting the power and sanctity of the local board. -
- Through organized lobbying ihey seek to make their collective



i

Ménagers and D'i_rect'ors'

' When the beginning board membér comes 1o his first schoo] .
- .board .meeting, his mind teeming with ideas for educational . .
progress, he.may find that he must spend a good deal of his time” -

approving bills, choosing the lowest bidder for the purchase of fuel

.. oil, and debating how to get a gym roof repaired at lowesi cost. .

" This should not disappoint the'idealistic board member, justasit- .
should not lead the business-minded board member 1o conclude .
. . that busin"_ess mattersare the chief concern of theboard. Both should -

- accept the fact that their board'is.charged by the statetooperatethe

. schools, and this requires -attention to a long list of managerial
functions, - ' e o
. As the state’s legal 3gent, the board: is the only entity in the > "

. 'c'dmmunity which can make contracts on behalf o\f the distrigt’s
educational needs, employ staff, purchase real estatg:and other+ =

- propierty; accept federal and”state funds,-and levy taxes.(where - - ..
authorized-by state law). e Ty o s

A board of education is the board of directors ofa large human -

.and business enterprise, entrusted-by law with capital assets and
operating funds running into the millions; and responsible for .
managing staffs of professionals___g_n_d nonprofessionals sometimes. "
totaling.in the thousands,  + . S el . :

* Whether to pave a driveway, clear th_e/snow, install a printing .
shop;get the best buy 'in fuel oil, hire or/fire a janitor, safeguard . . 7
students’ scholastic ‘records, plan a five:million-dollar school .
building-~they’re-all part of a board’s function. ; ‘

A 'more formal index- of the board’s .business responsibilities
would include these,.among others: “ : ST
. S TR

poD o
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Bond campaigns. - "' .. *" *  Plant construction, .-’

Budget preparation N " * - -Plant renovation .

.-~ Buildings and grounds maintenance Purchasing

- Fiscal accounting - . - " Recryitment

“Food services .. o Retirement plans - .
Insurancé management ... Safety-programs :© - ce
Negotiations e : Surplus property disposal

< Payroll pro¢edures” "+ Tax and debt management

" Personnel management “...” Transportation services ... - b

Behind this sampling dre hundreds of detailed managerial duties,
To oversee and direct the people who carry out these duties, the '
boird is required to hire'a chief executive, the superintendent, and =

. delegate to him day-to-day operating responsibility. Legal and '~ .

. professional .sources give copious advice on the meaning of .

-, “delegation of responsibility.”” . - o S -
" “One of .the great responsibilities of “aboard of education,’ .-
.~ . e T TR TR
perhaps the gréatest,” says Boardsmanship, a ha'n.dbook\for school - .-
board members. published by the Ohio Department of Education - .
-and the- Ohio School Boards Association,. “is"the selection-and "~
" - employment of a competent superintendent.” A similar haridbook

“from Michigan adds that board and su‘perinl,e-ndent- must work
harmoniously, and a Washirigton state handbook stresses that it is
the board’s duty to help the superintendent work effectively and to -

" create for him the proper working atmdsphgne." o N
. We now. tome to the hard reality: of board/superintendent ,
" relationships. What is the actual job-of the superintendent and what” -+
is the actual job’of the board?.The textbook says'it is the. board’s

.function to make policies and the superintendent’s to carry out the |

. policies. It is commonly put this way: “The function of the board is e
* not to.run the sthools but to see that they are run effectively.”

«  Such answers suggest that the school board is, in effect; a
legislative body enacting™laws’* and that the superintendent must " -
carry them out. The analogy, true tosome extent,impliesfurtherthat.,’
the board can evaluate how effectivelyits “laws” are carried outand;
if dissatisfied; can either change-the laws or the superintendent.

. Such apattern runs true for many school districts. It is one of the

characteristics of effective boardmahship. But it covers only partially

the real working relationships between board and superintendent.
_The superintendent who-reports to his desk in the morning is.*
-engulfed in details of administration. Every few minutes may bringa .-

_ different'problem, task, or chore. Some are disposed of promptly—
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signing regorts and application forms for the ,state.'depa'r'tmequf:
education -or authorizing the attendance officer to, investigate™’

‘persistent absenteeism’ of a student. Others fequire scheduling
conferences with municipal officials on fiscal issues jor with-teacher ..
representatives on salary. schedules, And_many 2 940b|e_m requires .
the superintendent to roll up "is slenves and plunge into a'mass of

.details—sketching the outline.for next-year's budget, for example.”

‘In all”these tasks the ‘superintendent acts as the agent of the '
boars"which, in turn, is.en:powered to act as the agent of the state. .

- But the superintendent is.a_pr’o'{essionqlf presumably a responsible,

creative adult with experience and expertise. Hé has a job to do. In

doing it, he knows thit he must follow federal’and staté regulations. .

" Healso knov&s that Ye should follow board policy, if specific policy

-exists . to. guide . specific -assignment. An executive, acts :under

pressure of events, and, in-doing so he may sometimes ignore,
amend..or bend hoard policy. Or, he may make and execute policy

-_ on the spot-and ask for the board’s approval later: = "

~Lowants it. . o0 . i
- .- Consider, for-example, the board’s rasponsibility for budgeting _
.. as part of its fiscal management function. Too complex and detailed

Good boardmanship does not accept such actions or such
attitudes: Good boardmanship holds true to the principle that the
Board must always be in charge and must get what it.wants when it

for_a board- to"develop. the school budget is prepared by the
superintendent with the help of many people: When conipleted, the
board must adopt it and oversee its.implementation. R

. N

But'how can the board control the budget-making process? How

can it have its final say? How can the board seeto it that its wishes and '

expectations are made real? For,example: _ N
" In budgeting, the board may’wish to'cooperate,with municipal

" authorities to keep the tax rate at a reasonable level; to guarantce

-fundamental and basic course offerings, eliminating courses which

Have been found of peripheral value; and 16 reduce its outlay for
ha.rdwaré while increasing the’ resources for educational services.
- Sensitive to public opinion, the board may wish to allot more
funds for nonathletic extracurricular activities, for summer sessions,
or for intensified instruction in reading'in all grades. It may wish to

reduce-reliance. ori gate receipts and on admission fees to school

-Vevgms'. G : 17 R,
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The board may desxre greater | involvement of classroom teach ers

"in decision making, increased citizen participation, a definite . -

number of public. information se:sions on schogl money matters

cach year —and finally, a budgetary document whlch every citizen '

can understind, if not agree with. .- -,
~The board .can_get what it wants only if it'sets down its |deas in
written pol:cy statements Scores. of policies may have to.be
developed or updated to guide the administration in making the
- "budget. lndw:dual policy. statements may’ fall into a variety of ’
categories: fiscal, public relanons staff communications, ¢itizens

advisory committees, participation of laypersons at board meetings..”

But once they are developed, the superintendent is obligated to

respect them, follow them, and to report to the board how they are-

working out. : : ' ‘
The board can be a responsnble agent of thesstate in operating the

~ community’s schools only if it sees to_it that:the supermtendent isa

.responsible agent of the board,“And as we shall’see in subsequent

sections, written- polnc;l is necessary in achlevmb thlS goal

= \
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For, Learners and Teichers

5. . . ) . ‘
' A board of eauéation in,a‘ém'all New England town had been

.. trying for months to find time at jts regular meetings to develop a

philosophy of education. Finally, the board-agreed to hold a special
meeting for. this purpose. On the designated night,.only four of thie
nine' members showed up. They waited and waited, thén decided to

cancel the, discussion. When an hour later two other members ..
arrived, the board plunged into a debaté concerning the school

. septic system. . .

‘ job to do theé educational thing.' .
. Only in the vaguest constitutional and legal languages aré school )
boards charged with responsibility for educational leadership. State
statutes or regulations may gall upgn the local board to “providé a

That a large percentage of America's school boards are unwilling

or unable to take up serious educational issues aspart of their work is

- no secret. “What do | know about educatiori?” is a common board
- member observation. “That's why we hire the educators. It’s their

’

. program of quality' education,” or to “establish an'd_a,mainta_‘in
programs of instruction to meet the needs of al] the children and "

-youth in the district.” Such mandates can be carried out by the

administration without the board’s p:}rtlcnpatgonf_gnd some boards
are willing to leave itat that. They do not hesitate to approve, ofteriin

.- a perfunctory manner, the educational goals, policies, and progiams

drafted for them by the ddmin'i"S't"r;ation.'ln a follow-up to thé_-sj._pry

_-about the New England school board {philosophy versus septig sys-

.tem), the press reported that thé.board approved unanimously and

without discussion a statement of “Goals and Philosophy” prepared
by the superintendent and opening with the declaration, “Human

kS

growth is modifiable."
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" ‘Whether they can put them on paper or not, boards do have

"7 - goals, aspirations,” and expéctations’=a body -of thought ana_

“pfinciples that make up their-;jhilosobhy. These become evident,

~ willy-nilly, in scores of actions during board meetings. When aboard.
permits student smoking on school grounds, does it not express its
- philosophy about health education and about the fole of the;school ...
“in developing habits and character in youth? When a board reduces

the counseling-and guidance staff w)ithout similar cuts in thé athletic
"and coaching staff, does it nc_n/exprgss its philosophy about the basic

" - needs of studénts? . | ’ ] . )
. Good' boardmanship requires that the members place their -
convictions and ideas on the line/for the administration, the teach- °

ers, the students, the communitly.'-These ideas may be developed
with the help of many, and can be ‘altered when alteration is re-

‘ -quired. But sincé they will affect what happens in the ‘classroom, in
~ ‘the principal’s office, in the home and community, and in the lives of

the students, these ideas ougl
‘down,’and adopted by 'formaJ board action. - .
A board reveals both it ideas and its willingness to exert

l’y’t to be thrashed ‘out, stated, written

educational leadership by its/overt. concern for specific educational "
issues. Aside from fighting educational fires (tohave or hot have sex ~

education; 'to allow or not to allow.a certain library' book),-is the
boatd working consistently on the substance and process of teaching

“and learning? = _ S .
~Every district has - its Jimmediate and pressing educational

problems, which are either “handled” by the superintendent or

- “‘solved” by §hprt-rangé board decisions. But where educational L
.leadership-is a part “of serious board résponsibility, the 'boaid is.. -

continually concerned with sﬁch'tg_pics as:

h TN

- Instructional godls: 1s the s ooljsystem'meetin‘g‘ its bgs_lc Y

responsibility for-equipping childrenwith basic sk'illl,g;.?
“Curriculum dgvelopment: Are ‘Course offerifigs’in the district
under review,.evaluation, reconstruction, and enrichment?
Career education: Is the district even-handed in*providing for
"\thenbeds”qfthe college-bound,1hejqb-b'ound,the_female students,
the gifted? : ' : .

Academic freedom: What kind of étmospheré a'nd.-working'

y

* conditions is the board willing to create for effective teaching and’
" learning? S R o v -

A
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urdance and . counseling: Consxderatlons may be. gived to.
questlons ‘about guidance and counseling—for whom, how much
by whom, at what cost, with what benefits? .
Individualized study: Is the district preparedto sponsor progfams
* which give the student greater_ responsrblhty for his own {earning? .
_ School libraries: Are the collections in the elementary and"
‘sécondary schonols adequate for student needs? ,
Tests”and examinations: Should they be tough and frequent? -
Should theyde primarily instructional (rather than grading) devices?—_-
Homework: How ¢:n the board balance the views. of teachers,
parents students, and community on this topic?
_ Class size: What s the Loard’s response to claims about the
benefits or disadvantages of varying class sizes? . Tl
To thesé selected topics-let's add a dozen or so more whrch
should be on bonrd agendas more frequently than theyare:-Text-
- book selection. Minicourses. Advanced placement. Field trips.- -Use»
-of community resources. [Education in thé arts. Summer sessions.
-Adult education: Gradmg and reporting. Grouplng for instruction.
"Extracurricalar  activities. Controvetsial courses, instructional -
materials, and speakers. Inservice education for the teaching staff.
_ We bring out these topics because they should be of first concern
" to the board, and to show how much there is for a board to do.if it
_wishes to assumie leadership for educational programs. These topics:
\qre but a sampling. The'index of the Educational Policies Service of -
the National School Boards Assocmtu)h shows more than 100 entries
under the category Insuumun niany dcservm;, a board policy,
sta(omcnt :

"How s a g,roup of busy I.rypersons to exert influence and

v direction on quéstions.which have baffled-educators, philosophers;
researchers;:and administrators? Gan a board really help shape the
“many-and complex’ educptional programs ind procedures?

The least that 'can. be said is that the board must try. Behind this
assertion is_the-belief that,'yes, Iaypersons can exert influence, and.,
‘members af a board of education are obligated to do SO, . Lae -

‘Out of the experiences  of effective boards in all pnrrs of the.

.. country have evolved these techniques to help boards assert their.
responaxbuhty on educational topics:.

1. Ask questions. Thereis powerin quesnons The kind begmmng

. on page 21 should stimulate actlon by the board nnd adnumstrauon
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2 Request repnrts The board should request the ndmlmstmhon
“to present peériodic reports on what’s going on in the classrooms, in

the curriculum office, in the testing and research office. Reports can
be madc by the. supermtcndem. principals, supervisors, program
pccmllsts. and best of.aJl. by teachers. Some reports can be résgrved

sfor the private readm;, of board- members, but most.should be

presented in open. meeting, with the public. invited to listen and take
part in‘subsequent question-and-answer sessions or_discussions.
3. Initiate an audit of your district's educational and instructional

policies. How. many are there? How many should there be? Are they

recent? Qutdated? Which should get first attention becnusetheynre
most ur;,cntly needed? Suchan undertaklng, could take months. (See
the chaptér on policy development and use.) It will refurbish one
partof your district’s policy manual, and.it will immerse the board in.
educational issues and hance il ity Iendershlp forthe communitys
edumtxon LN

4. .\mkc budget tary deusmns whichr help ‘develop educanonal
programs. Decisions which increase support for teachers,

“instructional materials, \wdervanely of céurse offerings,and student *

sérvices pldC(‘ the board .6n record as having concern “for.-the
educational needs of children and youth, :

5..5ce to it that teaching and' learnmb ‘are. the principal |
- ingredients in the district’s public information prograims. Publit:

forums, reports to the news media, and:bulletins 1o parents should

deal for the most part with currlculum instruction, outcomes of
-teachlnb—m short, the child and his schooling.

6. Finally,. “don't leave the educational arena emlrely to. the

e\pvrt and specialist, even though he’ may claim"access to “the -

literatare” and 10 *the findings of research.” The wise board:

member istehs to the experts’ and seeks their advicé, but he °

evaluates and balance: this with the wisdom of the Iayperson

_Tommon sense s needcd for sound educational policies. The board
membet should never underestimate the power of the laypetson’s.
views. When these views reflect those of the community, when they -

are pooled and refined arcund the. board table, they’ become essen-
lml parls of educational polzcv -

o
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Spokespersons and !nterpreters

(<
: The people of your. school dlstrrct regard you as the board of

’

educatlon 24 hours a day.” says a briefing pamphlet: for newly _
elected board members-distributed by the California Schoo! Boards.

.. Association. “Your (elephone will resound wrth their educatronal_

hopes and frustrations.”
Board members’ ‘phones. also resound with the hopes and_

frustrations of the prafessional educator. g

We come here 1o a third cluster of- boardmanshlp functlons to.
make the public presenice feltin the educational establishment ahd,
in turn, to make the educational presence feltinthe'communjty. The . -
“board of education mu§tsee,onthe onehand that publrc n/eds and .
wishes are respected and proteéted in the educational bure‘aucracy

. and, on the other, that'i-duga\non and its mle&rlt)/' are protected
" among-the people. . . e -

‘The zealot in the classroom or in7a dmt/mstratron can be as
damag,rngto chlldren asthe zealotlnthecommumty ‘Educators must
not be allowed 1o take over, or take in, the public; and activit

'Mparents and taxpayers must not be alldwed to take-over, or take in,

education. . -
The board of education is slrategrcally placed to bring about

- -interaction - between sthe educational. ‘establishment and the

community for-the ultimate benefit @ children and youth.
The process:of refereeing and® attending to .the .needs of -
educators and the publicis notwell understood by Amefiga’s school

~ boards. The job is seldom desired or .u.ct.ptp(l,nor isit [,enerally well -
- execuied when!it is attempted. U

Donald R.- Gallagher of Glassboro {New ]ersey) State College
reminds us that “there was a timein educatlon when a schooldlsmc(" o

212
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understand eduication: and what's more, they’re not interested.’”
" More_citizéns.now 'want 1o know about their schools, and more

“they don't like “publicity,” don’t have the rescurces, don’t have the

skills, ‘'or don't sce the need for a’ public relations or public

“information program. When the 'schools are in trouble. or when a

bond issue is o be sold. officials do’run to the press or begin to'turn

out “informational leaflets” on the district’s educational )
achievements. Sporadic, disjointed forays rather than continuing.-
and coordinated efforts’ are characteristic of our ‘country’s school -
public relations. - ’ : T ‘

Selling the S&mols to the Pu_bli'c B

Less thana hundred school districts employ full-time publicrela- .
tions experts.-The remaining districts use whatever personnel or re-

“sourceés can be put to the task; often the superintendent himself, a

principal, or even a teacher performs the public-relations function. .
The sophisticated school public relations practitioner does his
work under any one of a series of labels, such as director of

‘community relations, educational cemmunications, ‘school/com-

munity coordination, or publicirformation. The part-time worker s

* likely 10-see his.goat more simply as “selling ‘the schools to the ...

people.”. There - is 4 respectable literature on this subject:

.. techniques, strategies, approaches, and iredia are constantly being’

refined and developed. . . ;.
News releases, feature staries, photographs of school children,.

newsletters, and promational pamphlets andf leaflets are among:the

~:staples of school publicrelations activity. The more ambitious district”
finds ways 10 use radio, television, and speakers”bureaus o tell the
school’s'story The theme of these media is usually, “See how good
- weware. . 2" Rarely do such public relations venturos succeed in

cxplaining, interpreting, and building' understanding .of the
educational process or the resoyrces needed to- get adequate—let
alone “quility”—education, And this despite years of effort. For

_moré than 25 years, the National School Public Relations Association -

25

© - made few-attempts 10 coOmmunicate with its ~community. . The. . =
.. philosophy was, *Don’t"tell .them -anything, because they don’t

boards are willing to tell-them. But a large percentage of America’s
.-school boards still prefer 1o remainsilent. They do so either because

¥
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’ (no_\v'in“(\rli|1;glon. 'Virginia) has Tabored in this field;—'s'eévkin"cj', to’

upgrade-the services of the full-time public relations specialist and

“guiding the part-time or auxiliary worker.

.~Résults have been.uneven at best. In some_communities the

-people understand and value what the schools are doing’and feelthe
_ presence and worth of their schools and the peoplewho runthem.

But more frequently there is alienation.between the schools and the
public; there aré confidence crises, gaps in understandings,-and
public.relations failures. . . ‘ S

George Gallup, the public opinion expert, sheds light c}n this sib-
ject.- His' annual surveys of public attitudes toward public schools
{published by Phi Delta Kappa) reveal large stretches of ignorance

among the people about their schools. Substantial percentages of

" the people..the Gallup organization concludes, have little informa-

tion or.inaccurate information about their school boards, their ad-
ministrators, and what the schools are doing or achieving:

On the assumption that public relations failures can be cured by -
more public relations, Gallup made the following statement to an .
audience of board members at the 1974 convention of the National

- School Boards Association: -

My first suggestion is that you establish friendly relations with
the press. The more understanding that reporters and editors have of °
“ your problems. the maore likely they areto give their readers or viewers
the same understanding. - - . o
) The press, however. is not the bestvehicle for telling the publicjust
what the functions and responsibilities of school boards are. This task
you will have to do yourself. And one suggestion for accomplishing

" &_this is 1o make certain that.every household in your school district ar-

" least once a year recéives a letter which spells ‘out in detail these.
. functions. - ° - . ;o { .

The same letter can perform a dual function: Tell citizens what vour ~
rusponsibilities aré and at the same time and in the same letter elicit -
their views. This will provide some evidence thatyou are actually trying

. to represent- all of the people and not a clique, as is somglimes
charged, . . . L : : . .

“ If cach month one-ninth of all households receives.a letter of the
kind.1 have suggested, then{ar each of the nine school months you will
be receiving suggestions, praise. and criticism that canbe summarized
for press reteases. . S :

And now-gne more suggdstion: | would assign one person on the
school staff 1o collect each month examplef gnd evidence 6f achieve-.

<mapt in the classroom. The public is interested, in fact hungry, for’
. - N - o> .
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5 .newsthatreports the good things thatare happening inourschools. .. . R
i cach'week thereis a'success story in the press, this will go a longway ., - ¢
N . L] N g . .o .
toward offsenting the news.thut retlécts adversely on the schoolsystem.
e .

Selling the.Public to Education P B "/"'j :
The people have something'of value t6 contributeto educational -
8oals and practices. The educationist may not believe this, Hence he .~
will resist or even ridicule the people’s ideas and wishe
- fifes break out, the protests roar, the explosions com
frontations in which .thg“st
. violent proportions. S T
The fdct that the peopie “own’ the schdols is not the sola reason.
~“for making centain that the public presenceis felt in the educational -
~establishment. As in any establishment; educators becpmevictimsof
the cancer .of bureaucracy. They want to spend-more and more -
maoneyfor programs only they can justify. They claim accesstosecret
“wisdonm. They édopt.'wc-know-more;lhaniyou attitudes, Theyusea '
“lingo that baifles and frustrates the parentand the citizen—and oftex -
misleads them, willfully or not. They develop 1;;Jrégra_m§, activities, . -
. and course offerings whicl common sense férn <omimon people 3 .
would reject onssoher review: Dick and‘Jafie would have shorter ~ S
lives the excesses of éither ponics or look-see methods would have
been curtaifed. dhd any aberrations ofso-called progressive ortradi-; 7
“tional education would have bgen controlled ifthe.wisdom of lay- £
nersons had.pe rated_moretdeeply into the. educational estab-
lishment, & -0 ' ' . _ .
 <This is waork iof the board of ducation, and, again, it is a task iiot
well understood, desired; or accepted by-the community. Effective
‘boards, however, succeed in bringing about interaction between the
“specialist’s ideas and the ideas“of the community, tempering the - =
ambitions of educators without squelching their enthusizsm or
“underutilizing their expertise. - -G _ L
The board can do this by keeping in constant communication
with mémbers of the'ﬁ'dministf_ﬁ ion and the faculty: Internal news-
letters are useful, 'l'hg;__poard can use other ’m.edi_a as well to tell the
staff what people want, think. aihd neéd: Local public opinion polls " - -
and the deliberation¥ of citizens advisory committees are-useful in L
this task. When drastic measures.dire needed to enforcé thepoint of ‘

\
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“View: of the layperson the board can use its. , powers 1o flre, control™
'expenses, or lop off undesrrablc activities through IlS bud;,etary, "

~ process.’ -’ -
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More happily, the board can make the pubhc prf\»ence felt in

‘the. educational estiblishment through creative processes: 1) its

polrcy “making function and 2) its managemem of the board of edu- '

cation meeting.’ : A @
These two ru“onsrbrlmes are’so mwportam,-so pervasrve sobasic

‘to. everythmg, the board of education does, that we now take them-
v up in separate chapuers '

o.
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Pollcy Development and Use

Tell the typical school board member that the most lmportant task .-

on the board of education is to fornwlate policy and he is likelyto

become baffled, puzzled, even impatient. Policy is for lawmakers; .

_statesmen, and big corporation directors, is it not? The-board mem-

“..ber.:being a niiddle American=an employee, homemaker, small. -
-busmessman or professional—-has been too busy doing-things to

worry about policy. formulation. Throughout most of his career he

has carfied:out policy.made by, others. Yet, when he joins a school -
- board héisexpected tobecome a policy maker, to entrust the execu-
tion of that policy to the school administratjon, and to evaluate the -

effectiveness of his handiwork. Policy making is what'school board

. membership is all about, he is.told, and the frustration grows. Itisa

task more or less foreign to the- -experience of most Amerlcans That

is wity many board:-members are only too glad-to'adopt and approve .-
“-policy” placed before lhem—ready made—l)y the admmrstratlon .
. That'is why many board members do not grasp the distinction be- -

_ tween broad polrcy and narrow-regulation. Some would as soon
-spend time- arguing a “policy” on safeguardmg the.school’s petty

- seriously will bé able io exert its influence and exercise its authorlty k.
; Furrhermore soundly constructed pOlle Ilberates the board from

.cash' box as on developrng, policy for mservrce educatron for.

teachers. . CREEE o
Yet effective_boardmanship calls for board members who are,

or can become, skilled. policy makers, epforcers, and evaluators. For.
‘policy can.be the Board’s best friend, and the admmlstranon 5, t00.
- Policy, when expressed clearly in writing, sets forth a board’s ideas,

beliefs, and convictions. It then perniits the administration to take

- follow-up actions.- POlle is power.. Th&se who make policy are in
- control.- -Only, the board which takes its policy- -developnient role

) )
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details of execution, placing these details on thé shoulders of the -
administration where they should be, At the same time, policy com~
municates to the administration what the’board wants to ‘achieve,

leaving the administrators free to use thelr dlscretlon in. puttmg, '

policy into effect.” . - ,

Govermn;, a local school dnstrtct blb or smnl] with its- mamfold'_‘
programs, requires-a wzde range of policies. They are needed for .

instruction; personnel (teaching and nonteaching): student rela--

tions; general administration, including relatlons between board

.and superintendent; fiscal and business management; devélop-.
ment of physical plant and facilities; and community relntlons Also.
needed age policies and procedures ‘for organizing and operating

the board itself, its committees, and.its meetings. The orlglnators of”
.the Qwes Brickel system of policy making and codification (now

based in-TUcson, Arizcna) beheve that a cate;,ory of policies is also
needed for- new construction.’ The Educational Policies Servnce of

the Natmnal school Boards Association has.included sections on.

‘negotiations nndmterbovernmen.nla;,encyrelatlons reflecting cur~
rent precccupation- with collecnve bargaining and contacts with

“local, siate. and federal dgencies on problems ran;,m;, from police

protoc(non to mental henfth and child abuse.

The dctual number of items thytl boards include in therr polrcy"

manuals may go over ane thousand.:ln such collections, some poli-

“ cies deal with minute matters ofadmlmétratlon—e g..whoshallhave - -

possession of Keys td schos!- bmldmbs—nnd are really regulations

which can best be left to assistant superintendents or principals to_

work eut. Other policies ire-negative, restrictive,’or prohxbmve—to
protect the board, the schoals.-and the programs from damage or
harm. Sullother policies are prot edurnl—-—spellmb outways nndsteps
“to get things done to make them happen or prevent them from
happening.

Procedural polrctes are necgssary for d’t‘derly busmess and once

agreed upon can sive time and effort inrunninga 'school system. Re- _

" strictive policies.are ‘also needed. But as students of Bodrdmanship

point out, too much time of too many school boards is spent on'the

trivial, the nebattve “the minutely procedural Good boardmanshtp. :
.. calls for concentration first-an_policies which deal with educational’

;,onls and ideas and with people (students, teacliérs, administra- -

“tion, parents commumty g,roups) and next wuth the thmgs andre-

[
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sourcés ,needed to provide the people with educational services,  +
" The sophlsnc.xtcd board member recognizes that sonie policies  «
are in the basement of our structure of educational needs. Such -
policies (if indeed they are policies rather than admmlstratlve rulesy
.cen be ;,ncn short shrift by the school board. It can, in bood con-
scipnce, quickly approve dralts presented by the supcrmtc':dent L
or borrow 0xcmplnr<from nmgh})ormb systcms and ddoptthcm with
. minor changes as iccessary. : s
.. But policies which are near the top of our velucs and bnllefs—
. those dealing.with educationalgoals, ideas, and programs and which
will deeply affect students, staff,-and the .community—will have
‘worth and power only |f the b(mrd cultwatcs and nurtures them and
bunlds into them the concepts of the community, the staff, and its -
‘own members.:Such policies can give the hoard the means for exer-
cising educational leadership, for making the presence of education®
“feltgin the community, and’ the .presence of the: communny fclt
“among teachers, supervisors, and_administrators. B .
Wo have already noted that federal law, fedéral g,undclmcs the
~courts, anid the state government are an. unending source of pohcv :
- for the local district. Even whénthey are thrust upon the community,
such policies. do not relieve the board of its responsibility 1o master ™.
and manage them. The most detailed of these “inherited"" policies -
_stillleaye room for local interpretation and adaptation. And therc s
always the optionfor the boardto ga to count to fight |mposed poli-
‘cies which are at.sharp variance with the communnys mores. A
. board's responsibility for. pollcyaffcum;.,the district’s people cannot
be shifted or. avoided. . e
Community, parenml. and student nceds provide as much chal-
lcnbe for edugational policy as do national and state issues. The'ef--
fective board uses formal andinformal ways to spot andsiftt toplcs re-
quiring policy decisions. The eyés and ears of board members must
be counted among the means of problem idéntification. Reports,
“from thie supérmtcndcm the faculty citizen advisory groups, edi-
“torials in the press, the voices of citizens attending board meetings
prowdc a-constant’ flow of clues rebardmg prablems that requxre
pollry toverage. Thé éffective board works on the right policy atthe.-
right time. _This means it injtiates policy on significant-educational’
prob1ems—~and ddes so before crises develop and before‘flrcs flare.
The actual process of- pohcy formulanon may beshort :fthe prob,_.'_ -

/ .-
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“lem'is srmple and un(omphcated But pohcues concerned wrth edu-

cational goals and ideas—policies which will affect large numbers-of

: 'people—nmy'tdke months, sometimes years. In fict, the work may -

never end. For, as’a major policy i |s developed, trdopted. applied, and

. evaluated, it will requrre revrsron and reconstruction within a.short _
* time. R .
The pohcy makm&, prOcess begins. wrth an rdea b need a prob-’

lem, a challenge. A board member’s questions are often the: beg,rn-
nings* of policy: Policy s¢ metimes begins when djssatisfied parents

demand.from the board hew or revised educational services for their
children: Pohcy is’ “stated whenadministration and staff. desire’
" changes, express concerns, present grievances. And policy is initi- -
ated when the board looks ahead, plans for future services,.or antiti-- i
- pates proble'ns. issues, ahd needs hkely to be of concernto the com: .~

munity. -

A boarddoes not sit down wuth pads of blank paper to stagt draft- _
ing pollcy statements. It turns first to the superintendent with i in-, .
‘structions to initiate the pohcy -development process. In turn, the
_ Supermtendent and his staff begin gathering material from law, judi-
cial opinions, research fmdlngs professional hterature, -or the ex- -
.periences_of school districts in and ou: of state, The administration
may also search contracts negotlated and srbned by the board and
the minutes of bbard mieetings over the past several years. Finally,-

the trdmrmstratron has<the option of gettiig samplepolicies, to be ™ -
-used- as backbround materral from state or natlonal associations of

school boards. .

The contrlbutlonsoffaculty ofspectahsts an’ ofstudentsmaybe '
-ofvalue onsome issues, and.these are obtained through committee
studies, questionnaire surveys and interviéws. The opinions and re-
. actions of parents and taxpayers and of’‘community groups are re-

cerved at board meetings’ at the.times a proposed policy is under

' conslderatron LComplex |ssues-—grad|ngrand reporting, homework,
~ grouping, teaching about reh&,ron-—-requure pubhc hearmbs which

have been given wide advance publicity. At such hearings the' views.,
of the layperson are examined alon;,srde the-views of the specialist
and the educator. mnd the board must listen to both and welgh the-
merits-of each. - : .

. Atall times the board miust be awareé of its own responsrbrlrty in
the pohc) development.process The Iate, late hours of a rebular

’

T
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.board meeting-are no time for studying policy elements and cHoos-
ing policy alternatives. Policy study deserves adequaie board time—
time cleared of business it¢ins and routine transactions. Policy work’ '
sessions can be scheduled at regular meetings; but they are'best con- O
ducted at special agreed-upon times. The format of work sessions
may call for involvement. of educators and, parents, but it is at such ;..
sevssi_ons_, if ever, that the board must contribute its, opinion,_its-
wishes. its wisdom. . - o o . T
-,* “One of the most overlooked and sadly neglected resources in- o
‘policy development,” says ‘a letter from a-board member Jo the -
--author of this publication, *is we ourselvesthe board members. Our
experience and our judgment are underutilized, ofteri completely
neglected. It's our fault. We defer to the experts. We say: ‘What do
‘we know about curriculum, textbooks, class size?’ So we go.along.
‘,"often unquestioningly, with the educators and specialists. Well, my
argument is that we should listen to the experts—upto,a point. But o
. there is alsd the point when we, as board members, must feedour
- knowleédge; our common sense, and the sense of the people, into " 7 \

.

the making of policies:” . . :
. How policies are checked and rechtcked, edited and revised,
-.and:placed on the hoard agendi for official approval, dis,appr"dval,_v-
or referral back for further revision is up to a.board’s internal pro- -
cedure. But adoption does notend the process of putting policiesto '
work. At least three additional steps are necessary: . ’
- Inform. publicize, disseminate. The people who will be mostim- -
mediately affected should be immediately informed of the birth of
“the new policy or‘n"‘ew policy clauses, Intgrnal and external media
should be used to interpret and explain the board’s expectations-or
“the new principles the-board:has adopted. Official texts of policies
. should be placed in loose-leaf policy manuals kept in the central -
office and in' eath: school building. The public media should get
" digests, summaries. or abstracts of néw and, revised policies: ' .
‘Implement, enforce, police. New'ly,enacte‘d policies are some- ;= . ~
times forgotten; bypassed, ignored, or left inc§perative_. Orie way to- L
get policies into“action is to'require’that the superinteéndent immedj: v
© ately draft the. regulations needed to put policies to work. (In ideal * * -
_instances, the detailed regulations are submitfed td'the board at the
" time set for final approval of the’ policy:) When appropriate, the -
board may aiso call for time schedules for i'mpleme_qjirjg-the board’s
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wishes. And lhn board must perudnmll) ask: ls the admlmslranon
applying the pollcy? Is it being admnmsleled even- handedly fairly,
-and without compromising other principleslaid down by the board?

Evaluate. revise, and start over again—if necessary. The board
"must also ask: 1s thie policy working? Is it helping? Is it conlnbullng ’
toward the solution of administrative problems-or toward better |
education? If not, can it be, should it be, revised? Or does it need to
be scrapped: and work started anew on a "different et of ideas? -

“School board policy development is a process, not a project,”

~says William E. Dickinson, originator of the National School Boards .
Association’s policy classification system. “It is a conlmuum of ‘ac-
tions, operations, and decisions’ that niever ends, . _

Under such conditions,.policy staternant will soon p|le up upon
policy state ment.. The accumu|auon is manageable - only with.a
SLhcmo under which pnhctes are classified, codified. and placed
_in a lpose-leaf. manual to permit easy-locatjon and subslnuuon of
neéw and revised policy statements for outdated ones.. ,

. Boards across the, country devole considerable time tothe crea- -
“tion of such policy manuals, because, says Superintendent Edgar B..
Redman. Kendallville, Indiana, “'they are beginring to realize that
maintaining a codifiéd pollcy manunl is now the flrSl stepin modern
school board operations.. :

~ Developing a school board pohcy manual may requtre experl
halp, such as provuded by the NSBA's Educational ‘Policies Service
(Walerford Conneclicyt). by the Davies- Brickel syslem {Tucson,
Arizona). and by other smaller, independent consulting agencies.

‘ Specialists for such promcts say that it may take from three to nine,
months to assemble, edit, and codify a boatd's. policy decisions. Al
time-consuming task u\1 such an underlakmg is to locate the board'’s

~ implicit and implied pO|le decmons These may be part of mitutos

“going back several years\They may be scattered in ne;,otlaled con=,
“tracts with teachers, faculty, handbooks, releases issued to the press,

and in the rules and regulations issued by the admmlslrauon
“Genmng the' attic’and ‘detting the house in ordcr '—phrases used .

by those given the task of creating a policy m nnual—suggest the na-

wre of the work. "ll may be tedious work,” says Rodney L. Bartels, "~
of the Council Bluffs. Iowa 5(hoolsyslem “butn pays offln efflcwnt —t
school board operauon ) 3 3

Lot
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The School Board Meetmg
. 7
'.What an extraordmary mstltutlon—the ‘official meeting of the
ooard of education! When members of the board sit down <at the
table for a'scheduled meeting, each individual assumes legal.power
and the board takes on the aspects of a legal body. Under established
‘law and under new freedom of.information legislation, the meeting
must be open to the pubhc Working in.d fishbowl, the board does’,
all its business, from.okaying a'repairman’s bill to adopting a multi-
.\\.?‘mllron “dollar -budget, from debating and, approving educatlonal_.' .
policy to laying the base. for new school programs. . - E
*  From the conduct of the meeting, and its results, the press and the
citizens gain their impressions of the board’s effectiveness. The
publici image of the board.is established not by what the schoolpub- -
" licity news release says but by what the board meetmg does and how e
*.it does it. At the board meeting the priess and the people scrutinize o
* both the process and the product. Forxthe'n the meeting is the "~
" medium and the messzk ge. The board's’ reputatron as business man- . "
ager, as educational leader, and as.a force'in the communityareon -
the line durmg the few hours the. board i isinsession. Atstakealsoare B
. the public's opportumty to know about,and subsequcntly thear sup- _
. port of, the schools.’ : . S
' In the past this extraordlnary role and lmpac( of the beard meet-
'mg was neither well understood nor appreciated, Traditionally, the = .+
..American schoo! board held one meeting a: ‘month devoted to rou-
. tine busmess On educatlonal matters it deferred entirely to the . .
a _supermtendent If irate parents came to “tell the"board off,” the =
:'grlevancos were usually referred to the. admlnlstranon “for .
‘handling”’ i
Ovnr the years the board meeung gamed the reputanon as elther

ALy
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the **dullest show in town” or as the scene of long, bitter (often per- -
sonal) arguments about’ matters which had little to'do with good

:schooling for children. Boards oftén sat long past midnight,’accom-
- plishing little. A frequently used descnptlon of theintolerable meet-
- ing is one at which the “chairperson loses the'g g,avel then his watch, - .-

then the agenda, and fmally the entire. board loses its redson for

-belng around the table.”

* A wasteful board meeting reslts. from poor plannmg andinade-
quate preparationi; from the failure of the superintendent or chair-
person. to identify items which must be on the agenda and those
whxcl') might be left off; and from attempts-to squeeze into one

© meeting routine transactions and matters of vital policy and educa-

" tional concern. Such mixing becomes muddling. .

Effective school boards today use the agendaasa dynamlcmstru-

‘ ment for creating an efficient and productive meeting. To make it
.so, the abendals planned by the superintendent and the board chair-
-,person Botirrecognize that the agenda can bestacked and oftenis—
" by administrators'who would rathet see the board tangle with trivial
‘matters-and leave education to the experts, or by a chairperson who

overloads it with buslness transactions of personal interest to_

" himself.

.-An exemplary-agenda requlres routirie matters fo be taken care,

- of briskly. a process that is expedited when the supermtendem pre: .
" pares: the texts of routine motions to be approved. Jhe effective

agenda is free of clutter; the items included are of urgent or under-
lying importance. Time is provided for listening to opinions of the
public; adequate-provision is made fof getting new facts from faculty
and staff; and opportunity is provided to hear what members would

“like 16 have on the igenda for the next meeting.

Copies of the agenda, together with support documents (if any

are needed) are sent to all members three or four days before’the

meeting. ‘There should be nosurprises for either board members or '

_the administration when the n:eeting is called to order,” says Frank’

Jamison, a school board chairperson from Oak Ridge, Tennessee. -
Nor should there be wrangling over detail of minutiae of proce-
dure. When debate_becomes tiresome and meaningless, it can be -

- cut'short with the question, "Do we havea policy on this?’’ If yes, let

thc,supcrmtendenl apply it; if not, let the process begm ‘of develop-
ing one in the very near future. ¢ -D : :

%
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Efficiency at.board of education business.meetings, wheré signi-
ficant: not trivial, matters are discussed and settled expeditiously:
enhances the publicimage of the board. It will not take long for word
to go forth.that the board knows what it’s doing and does it well.

" Public confidence. in education is one of the results, A .
The regularly scheduled, once-a-nionth meeting can rarely ac-

-commadate the thinking, the exploration, the debates and discus-

sion needed for policy development and for calm consideration of °

‘educational problems. That is why more and more boardsare setting

up a second and even a third regular monthly meeting, and why itis _ *-
necessary from fime to time to set up additional special meetings..

Extra meetings fall.-.into two categories:- . .
Warkshop sessions. This js a time when board members become

- learners..The suc'gcssful'workshop session usually tackles onge ni'ajc_)r -
‘topic, for example. community fiscal problemsin preparation for the
~budgetor areview of'the arguments far and against citizens advisory,

committees. For .su_&ccssful.workshqp sessions the supérintengjenl
prepares ample copies of background documents and invites- re-
source peuple to brief board members. Ideas keep flowing; board

. members, staff, and citizens exchange ‘v‘iews; but no motions are
made. no-resolutions offered, no decisions reached. These are re-

-

served for another time., _ . ) . R

The public forum. .A suggestion that one regufar board meeling:
each month be used as a public forum, or, more precisely, as a
“"public court of educational relations.” was made at the 1970 con-
Véntion of the-American Association of School Administrators. The

_suggestion has been tested in a number of.communities and, with .

countless variations, hds been put into effect. The rationale and the
substance for this type of meeting were described as follows:

Most of our actions around the board table are defensive, restric-
tive, argumentdtive: punitiva, trivial, -or controlling of some minor .
ddministrative iteriy. Many of our actions, by force of circumstance,
separate and alienate us. from our teachers; fail to bring parents and -
taxpayers closer to the schools, and do little to help us understand the -
student or to help students understand their-community and their en-
vironiment and prepare for the future. :

In view of theseverely restricted role I'm allowed and my board is
n_llowed.'.‘mdlo‘coumu’ra’clthefunctionswhichare.ineffect.‘negalive:; .
whatcould we do that would be positivé, constructive, erergizing, lib-
erating? As I walk home after gach meeting, | ask: Why couldn't we
have done something 1o inspire, inform,‘illumin’am? And often 1~

.
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- wonder why our board. in addition to doing .its necessary chores.

. cut-and-dried affdir; a time and place for doing s
. and voting motions up and down with little distinction made-bes -

. couldn’t alvo serve as & public count of educational rélations one’

“evening @ month, But what % difference holding court on such eve- .
X whal 4, ¢ B

nings would .make of the educational scene of the .community!:
in such a public court of educationa! relationsT the feeling would |

- not be one of. the employer versus, employees, of taxpayers versus

) DR . -
public spendgrs; of rule makers versus those who have to obey the,
rules, tts mood and temper would be one of explaining, proposing.

“questioning, groping, exploring. and sympathetic listening.

To such a public court, teachors would came not'as hired hands but

" as educators. giving their views. ashing questions; fetting-thelr hair
down, and shaking their dreams loose. - :

. To.such a_public court, parents. taxpayers. and students would
come at first, porhaps. with shouts and demands—and later with their
opinions: their questions, their needs. anid possibly, too, with reasoncd
proposaly and imaginative sugpestions. o o)

‘In some school districts the meeting of the board of educationis a -
ums, paying bills,

stween motions that affect the.educational future of agenerationand
those that spell out ways to do business with vendors. The agendas
for such meetings are hoary; their pattern hasn't changed in years.

stage on which dre mounted discussions of community needs, goals, -
- curricula, textbooks, teaching methods. Each month, s¢ores of indi-

Where boardmanship is a serious matter, the meeting room is a

. viduals make their entfances.and their exits: staff experts, adminis-
" trators,-teachers, parents.. taxpayers, students, representatives of

the powerful and the poor..They eome bringing their problems, -

= - complairts. and suggestioifs. And through the medium of the legal

"mecting, the board créates time to listen,react and interact,to study .
. ] . :

~ "+_and explore—and to make decisions.” ”

o
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